INTRODUCTION
At the end of World War II, Poland found itself behind the so-called iron curtain and was governed by a communist regime; in other words, the Polish State was under the political, economic and strategic influence of the USSR. Between the years 1989 -1991, as a result of political reforms, the State underwent a transformation into the democratic Republic of Poland. After 1989 an intensive socio-economic transformation began, which also affected Polish education. Reforms in education evoked optimistic emotions and hopes for real changes in the system of education at every level. Political and economic conditions began to be favourable in terms of the personal, social and professional autonomy of teachers and many educational innovations appeared, e.g. the school curriculum being protected by copyright programmes. There were hopes that alongside the new political system, the formal structure of school organisation would also change and -more importantly -that changes would also occur in the mentality, not only of teachers, but in particular of the educational authorities. After over twenty years of successive reforms, changes in education and education authorities, it is worth looking into what is left of the optimistic approach that followed the year 1989.
1 It is important to know and understand current views that define school reality and not only those declared in official documents, and reports, so as to plan real and new changes in education (Drucker, 1993) .
During our work with teachers (workshops, lectures, methodological consultations, individual and team coaching) our particular attention has been drawn to the image of schools emerging from their statements as being 'superficially innovative'. We define the term 'innovation' as introducing creative ideas (new and useful) into practice, including that of the school context. We treat the term somewhat broadly, understanding it as referring not only to the creation of new ideas, things, goods or services, but also as social solutions that foster quality of life and work (West & Ricards, 1999; West, 2000; Szmidt, 2013 ).
What we have in mind is that the problems and difficulties experienced by teachers and voiced during meetings are typical limitations for innovative thinking at every level of an organisation's functioning. We wonder whether innovations in Polish schools are of a systemic character or exclusively educational and instructive. We are convinced that educational innovations should not be treated solely as activities that are subjective, but also organisational and systemic because innovativeness is not just the matter of an individual teacher, but of the whole school community. Educational innovation understood in this way may trigger changes in the closest environment of a school or local community (see Drucker, 1992; Przyborowska 2013 ).
However, innovative activities require a particular atmosphere. According to authors undertaking research into the atmosphere fostering innovation, there are elements in organisations that do promote the implementation of new / unorthodox ideas. These include, e.g. the support of others, supervisors in particular, safety, clear goals, flexible procedures, creative leadership, debates, appropriate communication on every level of the organisation, co-operation, possibilities for experimentation, the consent for risk-taking and making mistakes, creative activities (Isaksen, Lauer, Ekvall, Britz, 2001; Karwowski, 2009; West, 2000) . On the other hand, they list numerous barriers that influence the outcomes of innovative activities. Some of the most frequent obstacles in organizations, that make it difficult for innovative ideas to be implemented, are administrative and financial concerns (e.g. an inappropriate system of bonuses), limitations (e.g. the imposition of subject material, expectations regarding behaviour, work methods no interest in innovative solutions, inappropriate human resources management, excessive criticism from superiors, unrealistic expectations, lack of feedback, insufficient resources (e.g. funding, incompetent co-workers), time pressure; rivalry between departments/people (Adams, 1986; Von Oech, 1983; Amabile, 1996; Davis, 2004) . Thus, we tentatively defined the term limitation (barrier) as factors influencing the undertaking, course and outcomes of innovative activities.
METHODS AND RESEARCH CONTEXT
The research presented was conducted as part of a project entitled "System of school support in the Kartuzy district" (funded by the European Social Fund). Holistic diagnosis of school reality was based on analysis of the school environment and its functioning, on the basis of teachers' opinions (their subjective experiences). 2 It was carried out by scientific workers and coaches (the authors of this article) during diagnostic workshops in which teachers participated.
The educational project "System of school support in the Kartuzy district" is aimed at recognising the specific properties of school reality in the Kartuzy district through multifaceted diagnosis and, as a result, increasing teachers' skills (supporting teachers' professionalism (Dereń, 2014) .
Consecutive stages of the project included:
1. Level of diagnosis:
a. Holistic diagnosis, carried out on the basis of diagnostic and developmental skills during which a given school reality is analysed. Factors belonging to this section are:
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b. Drawing up a School Annual Support Plan (SASP) on the basis of holistic diagnosis delivered by the experts (the authors of the text). The plan is prepared by SEDO in co-operation with the school pedagogical team.
Level of change:
a. Improving a teacher's work on the basis of SASP and using various forms of support such as workshops, psychological training, lectures, group and individual consultations, group and individual coaching (e.g. headmaster's). Realisation of this stage is the duty of external experts (team coaches, psychologists, educators, psychotherapists, subject methodologists) within the chosen subject adjusted to the needs of an individual school, the object of activities being educational practice. The authors of the text are among the group of listed specialists.
b. Preparing a SASP realisation report together with recommendations for further work in the consecutive school year (in the 2nd edition of the project), during which evaluation of the 1st part of the project achievements will also take place.
Research participants
42 schools were included in the diagnosis (16 secondary schools, 24 elementary schools and 2 kindergartens), which is around 39% of all schools in the Kartuzy Poviat, and the direct recipients of the project were 766 teachers. Diagnostic activities were realised during individual meetings with school headmasters and several hour long diagnostic and development workshops with groups of teachers (overall there were meetings with 766 teachers). Meetings were held in the absence of the management personnel. We did not want team work, the issues tackled, and the difficulties and problems postulated to be influenced by the presence of headmasters on each occasion, the needs analysis was aimed at pointing to areas of change which a team from a given school wished to explore in further parts of the project.
Research instrument
For the purposes of the diagnostic procedures, we used the following: the ICC 5 diagnostic coaching instruments -Goal Grid in order to structure group and individual discussions with teachers and headmasters. Goal Grid includes the following areas of analysis:
1. Resources -defined as important and valuable aspects of work that the pedagogical (Chmielińska, Modrzejewska-Świgulska, 2014) .
Diagnosis was begun with a group discussion centred around the following outline: Our school and us as a teaching team. The work was monitored by two coaches (the authors of the research) -we took notes during the group discussion and whenever possible, recorded, took pictures, collected the teachers' notes. Adopting team coaching assumptions (Clutterbuck, 2007; Mackin, 2007) , our task was neither to prepare a strategy nor point to ready solutions, but to accompany the participants in the process of analysis of the most important needs and problems their school faced with the use of appropriately selected methods of team work.
Procedure for the interpretation of the research material
We only analysed in detail data concerning the second area of the diagnosis (of the four described above), that is, matters to be eliminated (difficulties and problems at school) that were acknowledged by the participants of the diagnostic workshops.
While interpreting the written statements of the teachers, we asked ourselves the following question: What image of the school emerges from these statements? Analysis and interpretation of data was of an inductive character and was carried out in several stages.
In the first stage of our analysis, we distinguished 30 common threads in the written statements of the teachers concerning matters to be eliminated. Subsequently, the 30 areas obtained were reduced to 20 and we named them according to detailed categories that at the same time were the properties of 8 basic categories. These parent categories were made up of 4 general ones that describe the central category of the teachers' statements -limitations affecting teachers' work (Table 1) .
RESULTS OF RESEARCH -LIMITATIONS IN INNOVATIVE APPROACH IN THE EXPERIENCE OF POLISH TEACHERS
As can be seen from our diagnostic research, barriers affecting teachers' work mostly concerned individual competences (those of teachers, school management personnel), ability to communicate well and efficiently, creative leadership. Additionally, the lack of flexible procedures (the legal and economic context of the school's operating system) was identified as significantly hindering innovations to the system, at an organisational level (compare cf. Isaksen, Lauer, Ekvall, Britz, 2001; West, 2000; 2002; Karwowski, 2009 
non-compliance of teachers to the basic rules of ethics in relations (no respect).
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"lack of responsibility among team members as far as realising tasks assigned to them is concerned and ignoring the assigned tasks (running away from responsibilities); lack of engagement among all teachers; no solidarity, lack of regularity; no consequence in activities regarding realisation of teachers' board provisions; little ability to work out specific solutions to problems during team meetings (a lot of talking, few specifics, waste of time on empty discussions followed by nothing); no discipline among the teachers' board during their meetings."
Leadership at school (Table 1) -the leadership category appeared in educators' narrations in relation to building relations between teachers and a school's headmaster. However, for the vast majority, this field is connected with school management. b. The issue of school management appeared in the diagnoses of the schools and was most frequently defined as lack of trust and respect between the management and the team; insufficient information flow from the management to the teachers; little or no support from the management; an ordering management style and no key competences in working with the team, such as delegating responsibilities or providing feedback. These problems were exemplified by teachers as follows:
"the head teacher's interference and pressure on teachers and decisions made by them; the failure to solve team problems together with the head; poor information flow between headmaster and teachers; changeability of the head teacher in relation to previously taken decisions and activities planned earlier; uneven and unfair treatment of teachers; no sense of appreciation from the management (only outcome counts and not effort put into achieving it); no understanding of the direction for the development of the school amongst the teachers; imposing the role of team leader by the management."
Legal and economic context of a teacher's work (Table 1) b. The unstable situation on the labour market as a matter to be eliminated was brought up in discussion in just one team.
Bureaucracy (no flexible system of education regulations) is a barrier to work that was widely commented on by teachers. This category includes the necessity for generating documents that is not understood and is unnecessary to the work of teachers (e.g. schedules, reports concerning project realisation, drafts, justifications for programme selection; programmes describing incidental events such as an hour-long excursion to a nearby park mid-semester, half-year and annual class statistics). Teachers emphasised the mismatch in the requirements and decisions made by administrative staff in relation to the real conditions at school and in educational work; lack of regulations pertaining to exceptional cases that would apply under these circumstances as comparedto those specified in the standard Acts and ordinances. Teachers postulated that too much bureaucracy makes it impossible for them to carry out their basic duties, i.e. teaching. In summary, it may be said that the reported problems can be described as a transfer of the goals typical for a school onto activities superficially connected with the necessity for generating documents, that for decision making bodies have become more important than the real work of a teacher and student with his/her individual 'story'. The following statements illustrate this point: "frequent controls from bodies supervising schools during which documents and regulations have become more important than realising the goals for which a school exists; teachers' real work does not count any more, neither does a student with his particular story in terms of the examination results."
DISCUSSION
We treat the results as a stimulus and introduction to further inquiries in the area of innovation and the subjective conditions and socio-economic factors which influence this process. In the statements of teachers, headmasters and decision makers we see certain significant limitations to innovativeness that are connected with the rigid, formal structure of schools, communication barriers that disrupt co-operation within teaching teams and the local community (local institutions, other schools and mostly with parents).
The most important conclusions relisted below in several points that concern not only suggested corrective actions on the level of individual competences, but also in a more general reflection connected with the operation of the socio-cultural school system: From the comments of the participants it may be concluded that a significant barrier to their professional work exists in the form of limitations connected with bureaucracy, which make it harder for them to realise their educational and teaching activities. Thus, we wonder to what extent it is possible to introduce innovativeness (atypical, creative tasks) that require re-structuring of the existing socio-cultural school system, since it is known that limitations connected with bureaucracy not included in the regulations, block the smooth operation of schools. We assume that real, innovative concepts introduced to schools mostly concern isolated methodological and educational activities and not the school system as a whole. The concept of innovativeness in schools requires deeper thought and mutual discussions among the scholars and practitioners, and representatives of the educational system. Diagnosis of the current state confirmed the following barriers to innovativeness in schools described in the literature, including: the contradictory interests of the various social groups engaged in education; lack of co-operation between local educational and cultural institutions; too many petty and insignificant legal changes; underinvestment in education; ambiguity of school tasks; insignificant influences from the surrounding environment; parents; a lack of leaders who would efficiently manage institutions; lack of effective and multi-level communication and no co-operation as a result of this (Przyborowska, 2013) . A significant factor for change and effective group co-operation is a leader, his personality and ability to build a team and partnerships. We believe that a creative leader is indispensable to a school (creative leadership) as compared to a headmaster who is merely in a supervisory role. One of the greatest limitations to a teacher's work that was highlighted during the research meetings, was the management style of the teaching team.
Our diagnosis revealed the necessity for supporting the leadership competences of headmasters and their particular skills: being able to communicate with a team, building a team, inspiring and motivating verbally and through example, triggering creative energy in a team, knowing the methods and techniques for solving problems, appreciating efforts and providing fair rewards for efforts undertaken (Adair, 2008; Puccio, Mance, Murdock, 2011) .
Discussions with teachers confirmed our previous conviction concerning the necessity for changes at the level of individual competences, especially those concerning the ability to communicate well. Appropriate and supportive communication is the basic condition for effective co-operation and even more so with regard to innovative activities at every level of the school system: teacher -teacher, teacher -student, teacher -management, school -local educational cultural institutions, school -supervising bodies. By means of proper communication we understand a dialogue that would not only be an argumentative duel, but a conscious competence in listening to others and holding a conversation, an element of a teacher's job and thus a desired aspect of a teacher's professionalism. Close to our belief is what Richard Sennetti (2013), a sociologist dealing with analysis of the public sphere described, in claiming that co-operation is a job and we need to learn it again, because the transformations of the contemporary work system, jeopardise this ability, deeply rooted in human nature.
